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.  This  paper  is  to  satisfy  the  project  requirements  of  the  Bureau  of  Land 
Management's  Management  and  Leadership  program.   I  sincerely  hope  that  it  will 
also  be  of  practical  value  for  Wyoming  BLM's  managers. 
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Introduction 

Definitions 

The  following  are  definitions  as  used  in  this  paper: 

Human  Resources  Management  -  The  art  of  interacting  with  and  influencing 
employees  In  a  manner  that  encourages  and  helps  them  support  the  goals  and 
work  of  the  organization.   This  includes  utilization  of  such  skills  as 
leadership,  two-way  communications,  reward  and  discipline,  empathy, 
recognition  of  employee  needs  and  motivations,  creation  of  trusts,  and 
expression  of  work  needs  (organizational  goals,  prioritization,  organization 
and  technical  assistance  feedback).   It  does  not  include  "manipulation" 
defined  below. 

People  Management  -  Synonymous  with  human  resources  management. 

Manager  -  One  designated  to  direct  the  actions  of  subordinates  to  accomplish 
goals  and  work  of  the  organization.   Synonymous  with  supervisor  in  this 
paper. 

Manipulation  -  Persuading  an  individual  to  take  an  action  through  use  of 
misrepresentation  either  directly  or  through  mental  trickery. 

Existing  Situation 

The  Civil  Service  Reform  Act  requires  that  supervisors  receive  40  hours  of 
supervisory  training  by  the  end  of  their  first  year  as  a  supervisor  and  just  b 
hours  per  year  thereafter.   Upon  arriving  in  the  work  environment,  however, 
they  are  frequently  confronted  with  large  difficult  workloads  and  short 
deadlines.   Workload  management  tends  to  compete  with  the  need  to  be  good 
human  resources  managers,  and  some  supervisors  tend  to  forget  the  need  to 
manage  their  people.   This  trap  is  easy  to  fall  into  for  the  supervisor  who 
has  worked  up  the  career  ladder  by  being  job  oriented.   Edgar  Schein  in 
Process  Consultation:   Its  Role  in  Organization  Development  agrees  that  "the 
single  most  important  value  to  be  changed  in  any  organization  development 
effort  involving  P-C  (process  consultation)  concerns  the  relative  attention 
given  to  task  vs.  human  effort."   Mr.  Don  Sweep,  Rock  Springs  District 
Manager,  has  commented  that  this  problem  may  be  especially  difficult  for  BLM 
managers  because  our  mandate  to  manage  multiple  resources  requires  our 
attention  to  be  spread  among  diverse  workloads,  interests,  and  people. 

Having  a  deficiency  in  human  resources  management  or  an  imbalance  with  work 
management  is  a  serious  problem.   Management  literature  is  full  of  success 
stories  about  organizations  that  emphasize  human  resources  management  and  the 
failures  of  those  that  do  not.   Thomas  Peters  and  Robert  Waterman,  Jr.,  in  In 
Search  of  Excellence  found  that  "excellent  (successful)  companies"  excelled~Tn 
"productivity  through  people."  were  "hands-on  value  driven"  (values  instilled 
in  their  people);  and  generally  paid  close  attention  to  their  people  as  well 
as  to  production.   "These  institutions  create  environments  in  which  people  can 
blossom,  develop  self-esteem,  and  otherwise  be  excited  participants  in  the 
business  and  society  as  a  whole."   As  Lee  lacocca  put  it,  "In  the  end,  all 
business  operations  can  be  reduced  to  three  words:   people,  products,  and 
profit.   People  come  first.   Unless  you  have  a  good  team,  you  can't  do  much 
with  the  other  two." 


The  BLM  is  not  a  company  but  does  have  production  requirements  and  mandates 
like  the  "excellent  companies."   Also,  BLM  is  people  intensive.   It  is  people 
who  carry  out  BLM's  work.   BLM  is  ripe  for  improving  production  quantity  and 
quality  by  instituting  a  favorable  balance  between  human  resources  management 
and  job  management.   The  Research  Institute  of  America,  Inc.,  recommends  that 
an  organization's  investment  in  human  resources  management  should  grow  in 
relation  to  the  degree  to  which  it  is  labor  intensive. 

Due,  in  part,  to  the  recent  publicity  concerning  the  successes  of  the  Japanese 
in  managing  human  resources,  the  American  business  community  and  employees  are 
expecting  a  greater  emphasis  in  people  management.   John  Naisbitt,  author  of 
Megatrends,  believes  that  a  boom  is  occurring  in  the  area  of  Japanese-style 
worker  participation.   Peter  Drucker  in  Managing  in  Turbulent  Times,  states 
that  "whether  university,  hospital,  or  business,  the  employer  will  have  to 
move  from  managing  personnel  to  managing  people."   An  opportunity  exists  for 
Wyoming  BLM  to  move  in  this  direction  and  create  a  progressive  image  for 
itself. 

The  recent  personnel  management  evaluation,  conducted  2/3-14/86,  identified 
several  areas  of  needed  improvement.   The  employee  survey  given  as  part  of  the 
evaluation  indicated  that  Wyoming  BLM  could  improve  in  the  area  of  perceived 
fairness  (in  promotions,  awards  and  training  selection;,  lack  of  delegation, 
and  use  of  Performance  Improvement  and  Position  Reviews  (PIPR's).   According 
to  the  Washington  Office  analysis,  Wyoming  employees  are  about  average  among 
States  when  52  percent  agree  and  29  percent  disagree  that  feedback  from  their 
supervisor  is  adequate.   It  does,  however,  leave  considerable  room  for 
improvement.   Approximately  55  percent  were  satisfied  with  their  jobs  and  23 
percent  were  not.   What  improvement  to  production  might  occur  if  most  of  the 
23  percent  who  were  dissatisfied  felt  better  about  their  jobs? 

One  documented  benefit  from  having  a  good  human  resources  management  program 
is  that  EEO  complaints  and  personnel  grievances  are  reduced.   According  to 
Janet  Singer,  Washington  EEO  Office,  Wyoming  had  17  formal  EEO  complaints  in 
the  years  FY  81-86  and  is  among  the  top  three  states  in  this  statistic.   In 
FY  86,  Wyoming  received  9  informal  complaints  and  33  percent  became  formal 
(the  Bureau  average  is  5-10  percent  formal).   Of  particular  interest  is  that 
Wyoming  EEO  complaints  tend  to  be  directed  toward  relations  between  managers 
and  employees  compared  to  other  States  where  non-selection  for  jobs  and 
performance  within  jobs  tend  to  be  more  at  issue. 

According  to  Karen  Ryan,  Washington  Personnel  Office,  personnel  grievances 
have  been  increasing  bureauwide  in  recent  years.   Wyoming  fits  this  trend. 
Certainly,  appeals  and  grievances  have  an  untold  negative  affect  on 
production.   A  good  human  resources  program  would  be  of  value  if  it 
accomplished  no  more  than  to  help  alleviate  the  number  of  EEO  complaints  and 
grievances . 

The  problems  discussed  above  are  not  solely  the  result  of  a  deficiency  in 
human  resources  management.   Mr..  Whitney  Bradley,  Assistant  District  Manager, 
Mineral  Resources,  Casper  District,  has  pointed  out  other  contributors  which 
include:   "(1)  the  negative  attitude  toward  Federal  employees  on  a  national 
level;  (2)  the  lack  of  respect  for  Bureau  leaders;  (3)  the  tampering  with  the 
retirement  system;  (4)  overcrowding  and  the  open  space  concept;  (5)  no  private 
offices  for  some  supervisors;  (6)  attempts  to  reduce  overall  grade  levels; 
(7)  reduction  of  number  of  higher  grade  positions,  and  lack  of  comparability 
with  industry." 


We  are  in  a  period  in  which  Federal  employees  are  experiencing  reduced  budgets 
and  related  demoralizing  pressures.   However,  good  human  resources  management 
recognizes  the  value  of  employees  and  tends  to  instill  a  positive  self  image. 
This  may  help  offset  some  of  the  negative  pressures  being  experienced  from 
outside  the  agency.   This  in  turn  should  result  in  improved  public  service. 


Purpose  and  Objectives 

The  purpose  for  this  project  is  to  improve  productivity,  help  employees  gain  a 
positive  feeling  about  their  role  and  Wyoming  BLM,  and  establish  a  reputation 
of  progressive  human  resources  management  for  Wyoming  BLM.   The  purpose  will 
be  pursued  by  attempting  to  help  Wyoming  supervisors  become  active  human 
resources  managers.   This  will  be  done  by  exposing  Wyoming  managers  to 
continual  reminders  that  they  need  to  manage  people  to  accomplish  workload 
assigned  to  their  organization  and  by  providing  a  system  that  supplies 
information  about  technological  advances  in  the  field  of  human  resources 
management. 

The  project  is  limited  in  scope  in  that  no  major  retraining  effort  is 
proposed.   It  assumes  that  the  primary  reason  for  any  lack  of  human  resources 
management  in  Wyoming  is  attributable  to  the  managers  ovdr  involvement  in  the 
operational  aspects  of  workload  accomplishment  and  not  due  to  a  lack  of 
knowledge  or  ability.   Several  commentors  took  issue  with  this  point,  but  we 
have  chosen  to  let  management  training  be  a  separate  topic.   Also,  the 
exposure  to  new  technology  is  proposed  at  a  practical  level  with  no  attempt  to 
turn  Wyoming  managers  into  psychologists,  organization  development 
specialists,  or  academic  experts.   The  project  is  not  a  statistical  study  in 
which  problems  and  a  hypothesis  are  statistically  proven.   It  assumes  there  is 
room  for  improvement  based  upon  lack  of  emphasis  toward  human  resources 
management  and  ideas  obtained  from  the  literature,  various  organizations,  and 
other  sources. 

Some  commentors  have  expressed  concerned  that  the  project  might  pressure 
managers  toward  giving  employees  whatever  they  request  at  the  expense  of 
production  and  organization  goals.   The  purpose  of  tne  project  is  just  the 
opposite.   John  Naisbitt  in  Megatrends  has  noted  a  trend  away  from  a  national 
economy  to  a  global  economy  -  from  national  competition  to  world  competition. 
This  trend  will  force  private  companies  to  become  more  productive  without  a 
commensurate  increase  in  resources.   Similarly,  the  general  public  will  expect 
public  institutions  to  become  more  efficient  with  the  resources  they  are 
provided.   According  to  Roger  Fritz  in  Rate  Yourself  as  a  Manager,  "over  a 
span  of  twenty-five  years,  the  University  of  Michigan  studied  high- 
productivity  managers.   They  found  that  such  individuals  .  .  .  spend  more  time 
on  supervision  and  less  doing  production  work."   An  emphasis  toward  improved 
productivity  through  human  resources  management  is  an  obvious  need.   This 
project  is  designed  to  help  managers  accomplish  that  goal. 


Methods/Sources 

Methods  used  to  develop  the  project  have  involved  searching  the  literature, 
interviewing  private  companies,  consulting  with  BLM  employees  and  staffs,  and 
contacting  other  Federal  agencies.   These  sources  were  utilized  in  a  search 
for  approaches  to  raise  the  awareness  level  of  Wyoming  BLM  managers  of  the 
need  to  manage  people.   Sources  were  also  searched  to  find  ways  to  help 
managers  stay  abreast  of  technological  changes  in  human  resources  manage.-aent . 
Options  which  would  utilize  existing  Wyoming  BLM  systems  and  facilities  were 
stressed. 

No  Federal  agency  was  found  with  a  program  similar  to  the  one  proposed  by  this 
program.   However,  many  agencies  spend  more  time  than  BLM  in  managerial 
development.   Although  no  agency  had  a  comprehensive  program  to  increase  the 
awareness  of  the  need  to  manage  people,  a  number  of  useful  suggestions  were 
received  from  Federal  agencies. 

All  of  the  large  private  companies  contacted  had  distinct  functional  human 
resources  management  programs.   In  this  sense,  they  are  significantly  ahead  of 
the  Federal  agencies  contacted.   People  management  was  stressed  by  these 
companies  as  "the"  critical  aspect  of  every  manager's  job. 


Project  Recommendations 
General  Approach 

It  has  been  a  goal  throughout  this  project  to  make  maximum  use  of  existing 
facilities  and  services.  The  intent  has  been  to  keep  the  time  and  funding 
required  for  implementation  at  a  reasonable  level. 

This  project  is  not  intended  to  be  a  final  program.   It  is  intended  as  a  basis 
from  which  to  expand  or  adjust  future  human  resources  management.   It  is 
anticipated  that,  as  individual  approaches  succeed  or  fail,  they  will  be 
extended  or  eliminated.   As  with  any  new  program,  there  will  be  an 
evolutionary  process  as  we  learn  from  our  experiences. 

Measurement  of  Results 

There  is  an  employee  questionnaire  included  as  Appendix  A,   It  is  proposed  to 
be  given  to  a  random  sample  of  Wyoming  employees  and  managers  during  the 
initiation  of  the  project  and  repeated  again  about  2  years  into  the  project. 
The  objectives  of  the  questionnaire  are  to  measure  changes  in  how  employees 
perceive  they  are  managed,  their  perceptions  of  their  roles  and  of  the 
organization,  and  their  willingness  to  contribute  to  Wyoming  BLM's  goals  and 
workload.   Some  questions  do  address  the  employee's  overall  level  of  effort 
but  there  are  too  many  variables  to  measure  discrete  changes  in  productivity. 
Results  should  be  subjected  to  interpretation  because  there  are  other  factors 
outside  the  scope  of  this  project  which  can  affect  employees'  willingness  to 
work  and  their  feelings  about  themselves  and  the  organization. 

Specific  Recommendations 

The  specific  recommendations  developed  by  this  project  are  described  below: 

1.  Human  Resources  Management  Coordinator  -  Many  of  the  recommendations  which 
comprise  this  project  suggest  a  need  for  someone  to  implement  them  on  a 
continuing  basis.   It  is  recommended  that  a  Human  Resources  Management 
Coordinator  be  established  on  a  part-time  basis  (25%)  in  the  Branch  of 
Personnel  Management.   This  may  only  require  modification  to  the  position 
description  and  PIPR  of  the  State  Employee  Development  Specialist. 
Establishment  of  a  Human  Resources  Management  Coordinator  will  indicate  a 
serious  commitment  toward  human  resources  management,  provide  credence,  and 
assure  continuity  for  the  program. 

Appendix  B  includes  draft  language  for  a  position  description.   It  is  offered 
as  a  place  to  start  in  creating  a  Human  Resources  Management  Coordinator. 

2.  Human  Resources  Management  in  Meetings  -  It  is  recommended  that  human 
resources  management  be  made  a  part  of  all  general  management  meetings  at  the 
District  and  State  levels  to  help  keep  managers  aware  of  the  need  to  manage 
people.   One  option  for  carrying  out  this  suggestion  would  be  to  rotate  an 
assignment  among  managers  requiring  them  to  present  a  human  resources 
management  topic  at  each  management  meeting .   This  would  encourage  active 
involvement  by  all  the  managers.   This  could  be  initiated  via  an  instruction 


memorandum  from  the  State  Director  and  incorporated  in  any  charters  developed 
or  revised  for  management  teams.   Examples  of  this  could  include  such  topics 
as  job  enrichment,  performance  problems,  personnel  actions, career  counseling, 
ways  to  involve  employees,  book,  reviews,  or  any  new  innovations  in  the  field 
of  human  resources  management. 

3.   Feedback  to  Managers  -  It  is  recommended  that  recognition  and  feedback,  to 
managers  be  increased  for  good  people  management.   This  should  be  accomplished 
in  at  least  three  ways:   through  performance  ratings  (PIPR) ,  employee 
nominations,  and  voluntary  employee  or  self  evaluations.   To  quote  Michael 
LeBoeuf's  The  Greatest  Management  Principle  in  the  World,  "the  things  that  get 
rewarded  get  done." 

The  companies  I  contacted  placed  a  greater  emphasis  on  rating  managers  in  the 
area  of  people  management  than  did  BLM.   For  example,  Adolph  Coors  Company 
devoted  approximately  33  percent  of  its  evaluation  criteria  for  managers 
toward  people  management  whereas  BLM  only  devoted  20  percent  based  on  a  sample 
of  Wyoming  managers.   We  are  talking  here  about  requirements  for  managing 
people  as  opposed  to  job  related  elements  such  as  budget  and  work  flow. 
Furthermore,  many  of  the  criteria  used  by  BLM  were  not  ratable  because  they 
were  too  general.   Examples  of  general  PIPR  elements  included  "be  open,  be 
participative,  motivate  employees,  assure  that  PIPR  ratings  are  fair,"  etc. 
It  is  recommended  that  the  Wyoming  Management  Team  or  other  designated 
committee  develop  language  to  better  emphasize  human  resources  management  in 
our  PIPR's.   An  attempt  to  draft  less  general  PIPR  elements  and  to  make 
standards  and  objectives  measurable  is  contained  in  Appendix  C.   It  is 
recognized  that  all  subjectivity  cannot  be  removed  from  PIPR  ratings. 
However,  the  measurability  and  content  of  PIPR  elements  should  be  improved  to 
demonstrate  a  more  serious  concern  for  human  resources  management. 

It^  is  recommended  that  the  Human  Resources  Management  Coordinator  circulate  a 
best  manager  nomination  form,  Appendix  D,  to  employees  annually.   This  will 
allow  employees  to  nominate  managers  who  they  feel  are  doing  a  good  job  in  the 
area  of  people  management.   The  nomination  form  requires  a  tsrief  statement  as 
to  how  the  manager  is  doing  a  good  job  in  helping  employees  do  their  job.   An 
award  will  then  be  presented  based  upon  review  of  the  nominations  by  the  State 
Director.   It  is  hoped  that  through  this  process  managers  might  think  of 
themselves  as  they  appear  to  their  employees. 

Evaluation  by  employees  and  self  analysis  can  help  a  manager  discover 
strengths  and  weaknesses  about  his  or  her  management  style  as  emphatically  as 
any  process  available.   Failure  to  evaluate  oneself  can  result  in  stagnation 
and  adoption  of  undesirable  habits.   Roger  Fritz  in  Rate  Yourself  as  a  Manager 
stated  that  "one's  skill  in  management,  like  one's  skill  in  golf  or  tennis, 
requires  constant  practice.   Managers  who  grow  too  complacent  or  too  lazy  to 
continue  practicing  will  eventually  find  their  careers  on  a  plateau  -  their 
futures  at  a  dead  end." 

To  help  avoid  these  problems,  the  tools  for  self  evaluation  and  evaluation  by 
employees  and  peers  should  be  available.   It  is  not  recommended,  however,  that 
these  tools  be  forced  upon  managers.   They  will  only  reap  full  value  if 
received  fully  on  a  voluntary  basis. 


Marion  (Spike)  Maderak,  a  Wyoming  State  Office  employee  and  previous  USGS 
supervisor,  once  asked  his  subordinates  to  do  his  annual  performance  rating 
and  agreed  to  accept  whatever  they  gave  him  as  his  actual  rating.   He  said 
that,  not  only  did  he  learn  a  great  deal  about  his  strengths  and  weaknesses, 
"the  following  year  was  the  best  he  had  had."   Why?   His  employees  realized' 
that  he  seriously  wanted  to  do  a  good  job  and  that  he  valued  their  help. 

Public  Service  Company  of  Colorado  has  had  good  success  with  the  "Wilson 
Multi-Level  Survey"  distributed  by  Booth-Wright  Management  Systems,  Inc., 
Boulder,  Colorado.   This  survey  provides  for  feedback  from  subordinates, 
peers,  and  upper  management.   It  then  helps  you  interpret  feedback  (including 
any  differences)  and  helps  you  plan  self  growth.   Those  providing  feedback  may 
remain  anonymous.   Rate  Yourself  as  a  Manager  is  a  good  source  for  self 
evaluation  and  it  also  is  full  of  ideas  on  how  to  improve  your  management 
techniques . 

4.   Management  Training  -  The  level  of  training  by  BLM  managers  in  human 
resources  management  is  considerably  less  than  that  required  by  the  private 
companies  I  contacted  (40  hours  per  year  is  typical  for  private  companies)  and 
somewhat  less  than  in  other  Federal  agencies.   We  should  strive  to  place  our 
annual  training  for  people  management  on  par  with  training  in  other  BLM 
disciplines.   Accordingly,  it  is  recommended  that  the  annual  minimum  training 
requirement  for  Wyoming  BLM  managers,  after  the  first  year,  be  increased  from 
6  to  24  hours  or  to  2  percent  of  the  year.   This  requirement  should  be 
enforced  by  making  it  a  component  of  each  manager's  PIPR.   Managers  would  be 
permitted  to  apply  surplus  training  (over  24  hours)  in  a  given  year  toward  the 
requirement  for  subsequent  years. 

The  Human  Resources  Management  Coordinator  should  provide  a  list  of  available 
management  training  to  all  managers  on  a  recurring  basis.   This  should  include 
formal  courses  as  well  as  self  learning  and  Individual  Development  Center 
(IDC)  courses.   Also  a  list  of  current  management  literature  should  be 
provided  regularly. 

Mr.  Chester  Conard,  Worland  District  Manager,  has  prepared  a  management 
training  proposal.  Appendix  E.   It  is  not  a  goal  of  this  project  to  develop  a 
specific  training  program,  but  the  proposal  developed  by  Mr.  Conard  fits  into 
the  recommendation  that  management  training  be  increased.   It  is  incorporated 
as  Appendix  E  to  help  the  State  Director  and  the  Management  Team  consider  it 
concurrently  with  the  other  recommendations  of  this  project. 

Some  comments  are  offered  concerning  the  training  proposal,   I  compliment 
Mr.  Conard  in  his  attempt  to  develop  within-state  training  which  maximizes 
practical  applications  for  Wyoming  managers.   Seminar  No.  2  falls  short  of  the 
24-hours  average  annual  training  recommended  above  and  does  not  approach  the 
level  provided  by  other  organizations;  however,  it  could  be  complimented  with 
^ditional  training.   The  proposal  conforms  well  with  recommendation  No.  5 
*Sw^,  concerning  manager  sharing.   The  concept  of  managers  as  teachers  would 
likely  result  in  managers  becoming  more  conscientious  of  human  resources 
management  and  help  achieve  the  primary  objective  of  this  project. 

I  do  have  two  concerns  related  to  the  training  proposal.  First,  human 
resources  management  is  a  changing  technology  with  evolving  methods  in 
response  to  a  changing  workforce.   Whatever  training  programs  we  adopt,  we 
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must  be  sure  we  also  receive  an  infusion  of  new  ideas  and  exposure  to  change. 
Secondly,  development  of  training  requires  time  and  I  have  concern  that 
managers  as  instructors  may  not  find  enough  time.   I  do  believe  that  any  time 
spent  by  a  specific  manager  toward  developing  a  training  topic  should  be  used 
to  fulfill  his  or  her  personal  training  requirements.   It  would  certainly  be 
an  effective  use  of  training  time. 

5.   Sharing  Among  Managers  -  It  is  recommendea  that  mechanisms  be  created  by 
which  managers  can  share  people  management  experiences  with  each  other. 
First,  each  new  manager  should  be  provided  a  short  orientation  to  Wyoming 
management  via  discussions  with  experienced  Wyoming  managers.   The  purpose  of 
these  discussions  will  be  to  describe  Wyoming's  bias  toward  managing  its 
people  and  to  let  new  managers  know  about  the  support  systems  which  are 
available.   It  will  also  give  experienced  managers  a  chance  to  re-establish 
their  perspective  toward  human  resources  management  (also  see  phase  1, 
management  training  proposal,  Appendix  E).   A  network  should  be  established 
whereby  it  is  agreed  that  future  problems  might  be  discussed  among  these 
managers . 

It  has  also  been  suggested  by  several  Wyoming  managers  that  a  network  be 
established  among  managers  in  similar  positions.   For  example,  opportunities 
should  be  created  for  Branch  Chiefs  or  Area  Managers  to  share  similar  problems 
and  solutions. 

All  meetings  for  managers  should  be  structured  to  include  time  for  discussion 
of  successes  with  human  resources  management  and  for  mutual  consideration  of 
problems . 

One  or  more  Wyoming  managers  should  be  rewarded  each  year  with  a  visit  to  an 
out-of-state  BLM,  other  agency,  or  private  office  which  is  experiencing  a  good 
reputation  in  human  resources  management.   They  should  share  observations  upon 
their  return. 

6.   Interaction  Between  Managers  and  Subordinates  -  The  Personnel  Management 
Evaluation  discussed  previously  found  that  29  percent  of  Wyoming's  employees 
disagreed  that  they  were  "kept  pretty  well  informed  about  performance."   It 
also  found  that  "many  supervisors  dismiss  the  entire  (PIPR)  documentation 
process  as  a  waste  of  time."   To  help  these  employees  and  managers,  it  is 
recommended  that  feedback  to  subordinates  be  shored  up  by  setting  a  State 
standard  of  discussing  employee  performance  on  a  quarterly  basis.   Lee  lacocca 
uses  and  recommends  a  quarterly  basis  of  goal  setting  and  progress  review. 
Adolph  Coors  Company  requires  that  every  manager  have  a  one-on-one  review  each 
month  with  each  subordinate. 

This  standard  will  help  encourage  a  dialog  between  managers  and  subordinates 
which  we  know  should  occur  but  admit  does  not  always  happen.   It  will  maintain 
a  focus  on  the  work  that  really  needs  to  be  done  throughout  the  year.   It  will 
provide  early  feedback  to  employees  by  letting  them  know  when  they  are  on  or 
off  track.   It  will  help  to  eliminate  anxiety  over  performance  ratings  when  no 
dialog  has  occurred  during  the  rest  of  the  year.   Some  might  argue  that  they 
cannot  afford  the  time  required  for  this  recommendation.   A  more  relevant 
question,  however,  is  how  can  we  not  afford  to  take  the  time  for  feedback? 
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It  is  recommended  that  interaction  between  managers  and  subordinates  be 
.  increased  by  jointly  discussing  career  plans.   Subordinates  should  be  given 
the  option  of  preparing  Individual  Development  Plans  (IDP).   Preparing  IDP's 
is  now  a  wide  spread  practice  in  BLM  and  in  the  other  Federal  agencies 
contacted.   All  the  private  companies  contacted  used  career  planning.   Career 
planning  provides  an  opportunity  for  the  manager  and  subordinate  to  share  more 
than  the  immediate  workload.   The  Research  Institute  of  America  has  found  that 
"companies  and  employees  alike  are  realizing  the  benefits  of  becoming  partners 
in  the  employee's  career  development  as  a  way  of  matching  the  company's  and 
the  individual's  needs  over  the  course  of  time."   Employees  with  career  goals 
tend  to  perform  better  because  they  have  considered  what  they  want,  considered 
options,  and  have  a  destination  toward  which  they  are  working. 

Employees  must  be  made  aware  that  progress  toward  their  IDP  depends  upon  a 
number  of  variables  including  budget,  self  development,  and  future 
opportunities.   The  period  of  agency  growth  may  have  ended  and  for  the 
immediate  future,  it  may  be  more  important  to  stress  job  enrichment  as  opposed 
to  promotion  during  career  planning. 

7.  Newsletters  -  It  is  recommended  that  a  quarterly  newsletter  be  sent  to  all 
managers  along  with  a  commercially  published  newsletter.   Topics  could 
include,  innovations  in  management  technology,  available  training,  management 
literature  and  book  reviews,  management  techniques  proven  successful  for 
Wyoming  managers,  messages  from  the  State  Director,  and  items  from  other  BLM 
states.   The  object  of  a  newsletter  would  be  to  remind  managers  of  their  role 
as  a  people  manager,  keep  them  abreast  of  new  tools  and  techniques,  and  to 
transmit  messages  and  Information.   Preparation  of  a  newsletter  would  be 
coordinated  by  the  Human  Resources  Management  Coordinator. 

The  idea  of  a  newsletter  has  been  surprisingly  popular  among  Wyoming's 
managers.   They  have  also  suggested  a  need  for  management  journals  and  short 
management  articles  from  sources  such  as  the  Wall  Street  Journal. 

One  good  commercial  letter  is  Applied  Management  Newsletter  by  the  National 
Association  for  Management,  1617  Murray,  Wichita,  Kansas  67212.   A  list  of 
other  newsletters  and  sources  of  reprints  is  listed  in  Appendix  F  along  with  a 
copy  of  a  Eugene  District  letter. 

8.  ^Facilitator  Program  -  The  Eugene  BLM  District  has  trained  20  employees  as 
facilitators..  These  people  are  used  to  facilitate  most  meetings  which  occur 
in  the  District.   They  help  group  participants  develop  ground  rules  for  each 
meeting  including  what  they  want  to  accomplish.   The  facilitators  then 
function  to  keep  each  meeting  on  track,  diffuse  emotions,  involve  all 
participants,  and  promote  results  and  decisions.   Meetings  are  more 
efficient . 

Facilitators  are  also  available  for  conflict  resolution,  problem  solving,  and 
helping  other  employees  learn  communication  skills.   The  real  benefit,  in  my 
opinion,  is  that  the  facilitator  program  has  made  everyone  more  conscientious 
of  the  need  to  practice  good  cotmnunication  and  interpersonal  skills.   For 
these  reasons,  it  is  recommended  tnat  a  facilitator  program  be  developed  in 
Wyoming  to  be  used  by  managers  to  improve  the  use  of  our  human  resources. 
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9.  State  Director  Example  -  The  State  Director  can  do  most  toward 
establishing  a  progressive  human  resources  management  program  by  example. 
This  would  result  in  a  greater  "ripple  effect"  than  actions  taken  at  a  lower 
level.   Peters  and  Austin  describe  it  in  A  Passion  for  Excellence: 

"The  Manager  is  shockingly  powerful.   Remember  when  you  were  a 
nineteen-year-old  on  your  first  job?   You  darn  well  knew  what  your 
manager  (who  was  probably  all  of  twenty-two)  ate,  and  when  his 
eating  habits  changed.   You  were  a  manager  watcher  par 
excellence." 

This  is  not  a  proposal  for  abrupt  change  in  personalities  or  management  styles 
because  abrupt  shifts  appear  phony  and  often  are.  To  quote  Peters  and  Austin 
again,  "virtually  every  device  we  suggest  is  doomed  to  be  useless  unless 
applied  with  integrity."  A  few  positive  actions,  however,  that  show  a  genuine 
interest  in  having  an  active  human  resources  management  program  could  have  far 
reaching  positive  results.  Some  suggestions  which  the  State  Director  may  wish 
to  choose  from  are  listed  in  Appendix  G. 

Although  these  suggestions  were  prepared  for  the  State  Director  to  consider, 
most  would  be  applicable  for  all  members  of  the  Management  Team. 

10.  Employee  Council  -  A  number  of  sources  suggested  the  use  of  employee 
councils.   They  could  certainly  be  a  source  to  remind  managers  of  human 
resources  management  needs.   As  stated  by  Glenn  Bessinger,  Buffalo  Resource 
Area  Manager,  "they  could  bring  up  concerns  and  recommendations  of  their 
peers.  '   An  employee  council  could  also  inform  employees  about  the  problems 
and  limitations  faced  by  managers.   The  Eugene  District  has  a  "Human  Resources 
Development  Committee"  which  makes  recommendations  concerning  human  resources 
development  and  responds  to  requests  by  the  management  team. 

One  of  the  primary  advantages  to  an  employee  council  would  be  the  creation  of 
ownership  by  employees  through  involvement.   Most  of  us  have  heard  of 
experiments  where  people  do  much  better  at  work  when  they  have  the  option  to 
control  some  aspect  of  their  working  environment  even  when  they  choose  not  to 
control  it.   We  are  also  aware  of  the  successes  of  quality  circles  which  are 
based  upon  worker  involvement.   Peters  and  Austin  devoted  an  entire  chapter  to 
"Ownership"  in  A  Passion  for  Excellence.   Simply  put  by  John  Naisbitt  in 
Megatrends,  "People  must  feel  that  they  iiave  'ownership'  in  a  decision  if  they 
are  to  support  it  with  any  enthusiasm."   For  these  reasons,  use  of  employee 
councils  in  the  State  Office  and  Districts  is  recommended. 
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Resources  Required 

The  following  costs  are  estimated  to  implement  the  project  on  an  annual 
basis: 

Human  Resources  Coordinator  at  25  percent  time  t   7,500  • 

State  Office  Clerical  and  Administrative  Support  1,500 

Increased  Training  10,000 

Literature,  Copy  Work,  Other  500 

il9,500 

No  time  has  been  added  for  managers  because  it  is  expected  that  any  increased 
time  spent  in  human  resources  management  will  be  the  result  of  a  shift  from 
time  spent  elsewhere.   If  the  project  is  a  success,  less  time  will  be  needed 
for  work  management. 


14 
Concluding  Statement 

The  "Program  to  Emphasize  Human  Resources  Management  Within  Wyoming  BLM"  is 
composed  of  a  number  of  suggestions  to  improve  human  resources  management. 
The  suggestions  are  not  generally  prerequisite  to  each  other,  and  can  be 
implemented  independently.   I  do  believe  a  threshold  exists  in  which,  if  too 
many  suggestions  are  eliminated,  the  benefits  of  a  true  program  will  not  be 
realized.   For  example,  the  employees  will  notice  no  improvement  in 
appreciation,  concern,  or  involvement  and  will  contribute  no  more  than  under 
present  conditions.   Wyoming  BLM  will  then  not  develop  a  progressive 
leadership  reputation. 

Need  for  improvement  has  been  suggested  in  several  areas.   Because  of  this,  it 
may  appear  that  Wyoming  management  is  substandard.   This  is  not  true.   I 
believe  we  have  an  above  average  management  base  from  which  to  launch  an 
exciting  and  progressive  human  resources  management  program  within  Wyoming. 

I  would  like  to  summarize  some  of  the  comments  received.   Nearby  everyone  in 
management  and  the  employees  queried  were  upbeat  and  positive  toward 
developing  a  human  resources  management  program.   I  have  done  my  utmost  to 
incorporate  the  suggestions  received,  and  I  am  grateful  for  their  receipt; 
however,  some  areas  were  controversial.   Several  managers  objected  to  the 
suggestions  to  improve  PIPR  reviews  for  employees  or  to  improve  PIPR  content 
for  managers.   These  suggestions  were  retained,  however,  because  the  PIPR 
system  is  the  only  rating  system  available  to  us  and  performance  rating  for 
both  managers  and  employees  is  recommended  and  emphasized  by  all  successful 
organizations. 

Mr.  Glenn  Bessinger,  Buffalo  Resource  Area  Manager,  made  a  comment  which  may 
represent  the  views  of  other  managers.   He  stated  that  "you  cannot  legislate 
that  a  supervisor  or  manager  care  for  his/her  people."   I  agree  that  rules 
should  be  avoided  whenever  possible.   My  fear  is  that  without  some  positive 
statements,  actions,  and  examples,  Wyoming  will  fail  to  adapt  to  the  changes 
which  are  now  occurring  in  the  area  of  human  resources  management. 

Some  commentors  expressed  concern  that  the  program  would  require  so  much  of 
their  time  that  they  could  not  do  work  currently  required  of  managers.   This 
is  probably  true,  but  the  original  premise  described  under  "Existing 
Situation"  was  that  BLM  managers  tend  to  spend  a  disproportionate  amount  of 
time  on  work  management.   It  is  hoped  that  a  "Program  to  Emphasize  Human 
Resources  Management  Within  Wyoming  BLM"  will  result  in  a  shift  in  time  spent 
toward  human  resources  management.   It  will  pay  off  in  the  long  run  with 
improved  production. 

What  should  happen  next?   Mr.  Chester  Conard,  Worland  District  Manager, 
suggested  that  a  "Program  to  Emphasize  Human  Resources  Management  Within 
Wyoming  BLM"  by  considered  by  the  Wyoming  Management  Team  in  conjunction  with 
the  "management  training  proposal"  he  developed  (incorporated  as  Appendix  E) 
and  the  "management  excellence"  work  by  Runore  Wycoff.   That  is  also  my 
recommendation.   As  stated  under  "General  Approach,"  the  project  was  not 
intended  as  a  final  product,  but  as  an  initiation  of  a  changing  program  in 
response  to  a  changing  resource. 
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If  I  can  be  of  further  assistance  to  the  Management  Team  in  this  endeavor,  I 
stand  ready  to  serve. 


Prepared  by  )J  J^j/CfU,     ff   /!^^>w.^<Ut.J<^  I  /  6'/^? 

>fanagerial  Trainee  Date 

Approved  as  fully  successful  Management  and  Leadership  Project 


o^mui^         /-..^-  ^7 


State  Djyrector  Date 


1980. 
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Appendix  A 
Questionnaire 

Wyoming  BLM  is  considering  developing  of  a  new  management  program.   To  help  us 
measure  the  results  of  the  program,  we  are  asking  a  sample  of  employees  and 
supervisors  to  complete  the  attached  questionnaire  and  return  it  to  the  State 
Office  (Branch  of  Personnel  (953)).   Please  respond  as  honestly  as  possible 
because  accurate  results  will  help  us  decide  on  the  type  of  program  most 
beneficial  for  us  as  employees  and  for  us  as  an  organization. 

Please  circle  the  number  which  corresponds  most  to  your  situation  opposite 
each  statement  or  under  each  question,  and  answer  the  narrative  questions. 
Supervisors  are  requested  to  respond  as  though  they  were  a  typical  employee 
under  their  management. 

Please  fill  in  the  employee  status  Information  but  do  not  sign  the  document. 
All  information  will  be  keep  confidential. 

Your  participation  is  appreciated. 


To:   State  Director  (953) 
From:   Questionnaire  Respondant 

Date 


(check  one)  State  Office  /_/ ,  District  Office  /_/ ,  Resource  Area  /  / 
Grade  ,  Years  of  Government  Service 
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COMMUNICATIONS 


4. 


Your  supervisor  communicates  freely  and 
frankly,  all  information  which  is  relevant 
and  of  value  to  you. 

Your  supervisor  seeks  and  tries  to 
understand  your  point  of  view. 

Your  supervisor  listens  to  your  problems 
and/or  suggestions  and  seriously  considers 
them. 

You  feel  free  to  say  what  you  really 
think  to  management. 

You  are  kept  informed  as  to  what  is 
happening  within  the  Bureau. 

Communication  with  your  supervisor  results 
in  improved  work. 


LEADERSHIP 
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8. 


10, 
11. 

12. 


Your  supervisor  provides  support  in  ways 
that  help  you  do  your  job. 

Your  supervisor  provides  support  which 
helps  you  grow  in  your  job  and  provides 
help  and  advice  relative  to  career 
advancement . 

Your  supervisor  and  management  are 
interested  in  you  personally  as  an 
individual . 

Everyone  is  treated  fairly  around  here. 

There  is  a  congenial  work  atmosphere 
around  here  (not  too  serious  and  not 
too  light). 

You  do  more  and  better  quality  work  as 
a  result  of  support  and  encouragement 
from  your  supervisor. 
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GOAL  SETTING 
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14, 


15. 


16, 


17 


18, 


ROLES 
19. 

20, 
21. 


Your  supervisor  actively  involves  you  in 
establishing  goals  for  your  work. 

Your  PIPR  reflects  your  individual  work 
goals . 

Performance  (PIPR)  reviews  are  regularly 
conducted . 

Your  supervisor  clearly  communicates 
priorities  and  values  and  is  consistent 
in  following  them. 

You  understand  the  goals  of  the  Bureau  and 
how  you  contribute  to  those  goals. 

Your  supervisor  provides  regular  feedback 
in  a  manner  which  helps  you  make  timely 
adjustment  to  work  assignments. 


Your  duties  and  how  to  accomplish  them  are 
clear  to  you. 

You  understand  BLM's  overall  mission. 

You  understand  how  your  role  contributes 
to  the  BLM's  overall  mission. 


DECISIONS 


22, 


23. 


24. 


25, 


26 


27, 


People  are  consulted  about  their  views 
before  decisions  are  made  which  affect 
them. 

There  is  followup  to  see  that  decisions 
are  implemented. 

Decisions  are  made  timely  and  work  is 
not  delayed. 

Conflicts  and  differences  with  your 
organization  are  surfaced  and  managed 
rather  than  avoided  or  worked  around. 

Conflicts  are  resolved  in  favor  of  the 

most  powerful  or  vocal  group  or  individuals, 

regardless  of  who  has  the  best  solution. 

Your  supervisor  delegates  authority  to 
the  maximum  extent  possible. 


II 
II 

M 
II 
II 
II 
II 
II 
II 

M 

M  1 
M 

1  2 

1  3 

1  4 

1  5   1 

II 

II  1 
M 

1  2 

i  3 

1  4 

1  5   1 

N 

II  1 

II 
1 1 

1  2 

1  3 

1  4 

1  5   1 

1 1 
II 

II  1 
M 

1  2 

I  3 

1  4 

'  5   1 

II 

II  1 

II 
1 1 

2 

3 

4 

5   1 

II 
1 1  1 

1 

2 

3 

4 

5   1 

II 

II  1 
1 1 

2 

3 

4 

1 
5   1 

II  1 
II 

2 

3 

4 

5   1 

II   1 
11  1  1 
II   1 
M   1 

2 

3 

4 

5   1 

II   1 
II   1 
II  1  1 
II   1 

2   1 

3   1 

4   1 

5   1 

II   1 
II  1  1 
11   1 

2   1 

3   1 

4   1 

5   1 

II   1 

II  1  i 

II   1 
1 1   1 

2   1 

3   1 

4   1 

5   1 

1 1   1 
II   1 

II  1  1 
II   1 
1 1   1 

2   1 

3   1 

4   1 

5   1 

1 1   1 
II  1  1 
II   1 

2   1 

3   1 

4   1 

5   1 

M   1 
Mil 

2   1 

3   1 

4   1 

5   1 

ADDendix  A 


Page  4  of  5 


REWARDS 

28.  Your  job  Is  challenging  and  leaves  you 
feeling  fulfilled. 

29.  Good  work  is  recognized  and  appreciated 
in  your  work  unit. 

30.  The  level  of  appreciation  received  (high 
or  low)  is  reflected  in  your  work 
performance. 

31.  Your  supervisor  recognizes  and  initiates 
corrective  measures  to  improve  poor  work 
quality. 

32.  There  is  a  close  relationship  between 
excellence  of  job  performance,  rewards, 
and  recognition. 

33.  Your  personal  goals  are  being  met. 


Ml|2   13   |4   15   1 
lll|2   |3   14   |5   1 

l|l|2   13   14   15   1 

Ml|2   13   |4   15   1 

1  1  1  1  2   13   14   15   1 
lll|2   13   |4   |5   1 

INDIVIDUAL  QUESTIONS  (circle  most  applicable  number) 
34.    What  level  or  work  effort  do  you  generally  expend? 

1.  Maximum  effort. 

2.  More  than  is  expected. 

3.  What  I  am  paid  to  do  and  no  more. 

4.  Often  less  than  expected. 

5.  As  little  as  possible. 


35.  How  important  is  BLM's  mission? 

1.  Critical  to  the  future  of  the  United  States. 

2.  Special  importance  but  not  critical  for  the  United  States. 

3.  No  more  important  than  any  other  part  of  the  bureaucracy. 

4.  Just  an  overall  burden  for  the  taxpayers. 

36.  How  important  is  your  contribution  to  BLM's  mission? 

1.  Perform  a  key  role  necessary  for  BLM  to  fulfill  its  mission, 

2.  Perform  an  important  but  not  key  role. 

3.  If  position  eliminated  would  create  minor  problem. 

4.  Could  be  eliminated  with  little  or  no  consequences. 


Appendix  A   Pagg  5  of  5 
NARRATIVE  QUESTIONS 

37.    What  is  going  well  within  your  organization  (what  are  its  strengths, 
what  do  you  feel  good  about,  etc.)? 


38.    What  situations  could  be  improved  within  your  organization  (what 
concerns  and  problems  do  you  have)? 


39, 


What  do  you  enjoy  about  your  work; 


40. 


What  prevents  you  from  doing  what  you  think  you  should  be  doinc? 


Appendix  B 

Position  Description  for 

Human  Resources  Management  Coordinator 


The  language  contained  in  this  Appendix  is  not  intended  to  be  a  final  or  a 
complete  position  description.   It  is  envisioned  as  a  place  to  commence  in 
drafting  a  position  description  for  a  Human  Resources  Management  Coordinator 
or  for  amending  an  existing  PD  to  recognize  and  incorporate  Human  Resources 
Management  Coordinator  duties. 

Introduction 

The  Human  Resources  Management  Coordinator  serves  in  the  State  Office,  Branch 

of  Personnel  Management  and  is  responsible  for  helping  managers  develop  and 

maintain  an  active  progressive  human  resources  management  program  for 
Wyoming. 

Major  Duties 

-  Develop  recommendations  for  Wyoming's  BLM  managers  on  ways  to  emphasize 
management  of  human  resources.   Be  an  advocate  for  a  human  resources 
management  program.   Work  toward  a  balance  between  work  management  and  human 
resources  management. 

-  Assist  Wyoming  BLM  managers  in  their  efforts  to  progress  in  the  area  of 
human  resources  management  through  such  efforts  as  compilation  of  a  State 
management  newsletter  and  assisting  in  the  development  of  human  resources 
management  topics  at  management  meetings, 

-  Assist  the  State  Employee  Development  Specialist,  if  other  than  the 
Coordinator,  by  establishing  and  monitoring  a  management  training  program  for 
managers.   Make  Wyoming  managers  aware  of  available  training.   Provide 
recommended  reading  lists  for  managers  as  well  as  self  learning  programs, 

-  Maintain  contacts  with  the  Washington  Office  and  other  BLM  States,  other 
agencies,  and  private  offices  to  learn  of  ways  to  emphasize  human  resources 
management  within  Wyoming.   Inform  management  of  new  ideas. 

-  Provide  management  an  awareness  of  the  costs  and  benefits  associated  with 
all  aspects  of  Wyoming's  human  resources  management  program. 
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PIPR's  for  Managers,  Supervisors 

The  following  are  intended  as  nongeneral  and  measurable  draft  PIPR  elements  to 
emphasize  human  resources  management.   Measurement  is  possible,  in  most  cases 
through  interpretation  of  discussions  with  employees  subordinate  to  the 
manager/supervisor  being  rated.   Percentages  suggested  for  fully  successful 
standards/objectives  may  be  varied  to  fit  the  number  of  employees  supervised, 
type  of  employees  supervised,  level  of  supervisor,  and  other  variables. 

1.     Job  Element: 

Promotes  Communication  with  Subordinates 
Standards/Objectives  for  fully  successful  performance: 

A.  Listen  to  subordinates  -  You  actively  listen  to  subordinates  an 
average  of  50  percent  of  the  time  (based  upon  the  opinion  of  your 
subordinates ) . 

B.  Upward  communications  -  You  seek  information  from  alii./ 
subordinates  for  the  purpose  of  informing  higher  management  at  least 
once  per  week.   You  keep  higher  management  informed  about  concerns  and 
pertinent  information  received  from  subordinates  at  least  once  per 
week. 

C.y      Management  by  walking  around  (MBWA)  -  Practice  MBWA  with  first 
line  subordinates  by  personally  visiting  with  50  percent^./  of  all 
first  line  subordinates  once  each  month, 

D.   Make  goals  known  -  Provide  employees  with  a  list  of  goals  for  the 
unit  supervised.   The  list  will  be  simple  (under  10  items)  and  50 
percent  £.'    of  the  employees  will  be  able  to  paraphrase  50  percentl^ 
of  the  goals. 

2.     Job  Element: 

Provides  Feedback 

Standards/Objectives  for  fully  successful  performance: 

A.   Assignment  feedback  -  You  request  feedback  50  percent  of  the  time 
from  your  subordinates  about  what  they  understand  the  assignment 
constitutes  whenever  you  give  a  complex  or  nonroutine  assignment. 

3  / 
B —   Work  feedback  -  Spend  some  time  with  each  employee  discussing 

what  is  going  well  and  any  problems.   Provide  feedback  on  how  they  are 

doing,  including  recognition  for  good  work,  and  an  explanation  of  where 

work  needs  improvement.   This  should  be  done  on  an  average  of  once  every 

2  weeksi.'  depending  upon  work  assignments. 


V  Not  applied  to  first  line  supervisors. 

2_/  May  vary  depending  upon  number  and  level  of  subordinates  or  other  variables 

V  Applies  to  first  line  supervisors  only. 
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3,    Job  Element: 

Provide  Leadership 

Standards/Objectives  for  fully  successful  performance: 

A.  Delegation  -  Delegate  80  percent^./  of  all  work  for  which  you  have 
authority  to  delegate. 

B.  Innovation  -  You  Invite  suggestions  for  improvement  of  operations 
from  all  employees  within  the  unit  at  least  oncei./  each  year.   You 
attempt  to  create  an  atmosphere  which  welcomes  new  ideas  by  expressing 
appreciation  for  suggestions,  draws  suggestions  from  all  subordinates, 
and  by  discouraging  nonconstructive  criticism  of  suggestions.   Such  an 
atmosphere  is  demonstrated  when  75  percent  of  the  subordinates  feel  free 
to  offer  suggestions. 

C.  Recognize  good  work  -  You  provide  informal  or  formal  recognition  for 
good  work  for  most  employees  ("75  percent)  at  least  once  per  year. 
Recognition  is  made  before  the  peers  of  the  employee  being  recognized. 

4.  Job  Element: 

Use  Performance  Improvement  and  Position  Review  System 
Standards/Objectives  for  fully  successful  performance: 

A.  PIPR  development  -  You  encourage  most  subordinates  (80  percent!./) 
to  initiate  at  least  part  of  their  PIPR  elements  and  standards  and 
objectives . 

B.  Performance  progress  discussions  -  You  discuss  PIPR  progress  at 
least  quarterly  with  all  subordinates  and  make  amendments  as 
appropriate . 

C '   Discussion  with  subordinate's  subordinates  -  Complete  final 

PIPR  evaluations  for  supervisor  only  after  factoring  in  reactions  of 
their  subordinates  to  the  manner  in  which  they  are  supervised.   This 
standard  will  be  surpassed  if  discussions  with  supervised  employees 
occurs  throughout  the  year  and  more  than  50  percent^./  are  queried. 

D.  PIPR  training  -  Encourage  subordinates  to  take  some  form  of  PIPR 
system  training.   A  self-study  course  (No.  1400-ST-l)  is  available  to 

employees.  d        number  of  employees  should  be  offered  an 

opportunity  to  complete  the  course  this  year. 

5.  Job  Element: 
Employee  Development 

Standards/Objectives  for  fully  successful  performance: 

A.   Develop  employees'  potential  -  Use  techniques  such  as  cross-training 
and  providing  assignments  to  develop  employees.   These  techniques  will 
be  used  for    ^'        employees  this  year. 
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B.   Career  goals  -  Discuss  career  goals  with  each  employee  once  each 
year.   Offer  each  employee  an  opportunity  to  prepare  an  Individual 
Development  Plan  which  includes  self  improvement  and  on-the-job 
development  as  well  as  any  Bureau  expense  items.   Be  absolutely  frank 
about  funding  and  opportunities.   This  standard  will  be  met  if  the 
majority  (over  50  percent)  of  employees  are  satisfied  with  the  level  of 
career  information  and  help  received  from  their  supervisor. 

Job  Element: 

Self  Development 

Standards/Objectives  for  fully  successful  performance: 

A.   Training  and  self  evaluation  -  Obtain  management  training  at  an 
average  of  24  hours  per  year.   This  can  be  exceeded  by  taking  more 
training,  reading  management  literature,  or  by  using  employee  or 
peer-based  evaluations. 
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Memo 

randum 

To: 

Wyoming  Employees 

From 

: 

State 

Director 

Subject:    Nomination  of  Best  Wyoming  BLM  Managers 

I  am  extremely  interested  in  making  management  within  Wyoming  BLM  as  competent 
as  possible.   I  do  not  believe  this  can  be  accomplished  without  your  help.   It 
is  often  difficult  for  a  manager  to  know  when  he/she  is  doing  something  right 
without  feedback  from  employees.   I  am  asking  you  to  take  just  a  moment  and 
use  the  reverse  side  of  this  letter  to  nominate  any  manager  you  feel  is  doing 
a  good  job  as  "best  manager."   At  the  same  time,  provide  some  specific 
positive  feedback  regarding  management  practices  you  believe  should  continue. 
It  is  true  that  only  one  manager  will  be  awarded  "Best  Manager",  but  the 
feedback  provided  by  you  and  other  employees  will  be  shared  by  me  with  all  our 
managers . 

Please  use  the  reverse  side  of  this  letter  to  briefly  describe  how  the 
nominated  manager  has  encouraged  and  helped  you  to  accomplish  your  job  or 
affected  your  career.  Your  response  may  be  short  but  please  be  frank  and 
specific.   With  your  help,  it  is  hoped  that  we  managers  can  do  better  in 
helping  you  to  do  your  job  so  that  your  work  and  career  will  be  more 
rewarding. 

Your  help  and  involvement  is  appreciated. 


cc : 

Schaffer  (953) 

Poraerinke  (923) 

DPoraerinke :kat : 12/5/86 
(0063f) 


TO:        State  Director  Date 

From:      

Subject:    Best  Manager  Nomination 


I  wish  to  nominate as  best  Wyoming  BLM 

Manager.   He/she  has  encouraged  and  helped  me  to  do  my  job  in  the  following 
manner: 


Signature 


My  Office 
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Management  Training  Proposal 

by 

Chester  Conard 
Worland  District  Manager 
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United  States  Department  of  the  Interior 

; ,    '     ::■  Obureau  of  land  management 

WORLAND  DISTRICT  OFFICE 


P.O.  Box  119 
Worland,  Wyoming  82401 
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IN  R£PLY  REFER  TO: 


1400-410 
(100a) 


Telephone:   (307)  347-9871 

NOV  ;.  G  iS85 

Memorandum 

To:        State  Director  (910) 

From:      District  Manager,  Worland 

Subject:   Management  Training  Proposal 

The  enclosed  training  proposal  completes  my  assignment  from  the  September  WMT 
meeting.   The  proposal  was  developed  from  information  supplied  by  the 
committee  and  it  has  been  available  for  committee  review  for  some  time. 
However,  due  to  other  assignments  and  commitments  of  the  committee  members, 
this  "final"  version  has  not  had  committee  review.   If  the  committee  has 
comments,  these  will  just  have  to  be  considered  along  with  any  other  comments 
on  the  proposal. 


1 /_:..■  . 


ni-SH, 


'JOL, 


Appendix  E         Page  3  of  8 


Management  Training  Proposal 

Background:     New  supervisors  are  required  to  obtain  40  hours  of  supervisory 
training  during  the  first  year  after  appointment  to  a 
supervisory  position.   This  training  is  usually  accomplished 
by  having  a  new  supervisor  attend  an  0PM  supervisory  course  or 
a  Bureau  correspondence  course.   This  course  in  basic 
supervision,  along  with  supervisory  experience  gained  during 
the  first  year,  provides  the  new  supervisor  with  a  reasonably 
good  foundation  to  handle  supervisory  aspects  of  management. 

For  the  experienced  supervisor  or  manager  there  is  a  yearly 
requirement  for  6  hours  of  supervisory  training.   Here  in 
Wyoming  this  is  provided  by  the  State  Employee  Development 
Specialist  putting  on  a  6  hour  training  session  on  a 
supervisory  or  administrative  subject. 

There  seems  to  be  adequate  attention  given  to  supervision  but 
as  was  expressed  at  the  recent  Riverton  Management  Meeting,  it 
is  difficult  to  find  appropriate,  cost  effective,  training  in 
other  aspects  of  "management".   Most  "management"  courses  are 
mainly  centered  around  self  analysis,  experimental  instruments 
that  attempt  to  determine  supervisory  potential,  and 
individual  development  plans.   These  courses  are  usually 
taught  by  an  instructor  who  has  not  managed  anything  relating 
to  BLM.   Our  people  find  these  courses  interesting  and 
entertaining  but  come  away  with  very  little  of  practical  use. 
Another  problem  is  that  the  0PM  requires  that  we  commit  funds 
for  the  courses  before  we  know  what  our  cost  targets  are,  or 
whether  there  is  other  training  needed  more  than  sending 
someone  to  a  "management"  course. 

Proposal:       It  is  proposed  that  within  Wyoming  we  set  up  and  conduct 

regular  scheduled  management  seminars.   There  is  a  need  for 
training  soon  after  a  person  is  appointed  to  a  Wyoming 
management  position.   There  is  also  a  need  for  a  refresher 
that  should  be  taken  about  every  two  years.   It  is  proposed 
that  the  seminars  be  held  at  Riverton  so  the  participants  will 
be  away  from  phones  and  other  distractions.   Most  instructors 
should  come  from  the  Wyoming  Management  Team  and  participants. 
This  would  hold  down  expenses,  commit  managers  to  this 
important  training,  and  eventually  ensure  that  our  management 
courses  were  taught  by  people  with  management  experience. 
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There  should  be  an  Oversight  Committee  appointed.   This 
committee  would  recommend  approval  of  instructors  (both 
Wyoming  instructors  and  those  that  might  be  invited  from 
outside  the  State),  instructor  lesson  plans,  and  other  items 
that  might  be  necessary  to  successfully  conduct  such 
seminars.   The  Oversight  Committee  would  be  appointed  from  the 
Wyoming  Management  Team  by  the  State  Director.   There  should 
be  a  member  from  each  District  and  one  from  the  State  Office. 
The  Committee  would  elect  a  chairman  and  vice  chairman,  and 
all  meetings  will  be  in  conjunction  with  normally  called 
Wyoming  Management  Team  meetings. 

The  State  Employee  Development  Specialist  would  organize  the 
seminars,  see  that  they  are  budgeted,  and  bring  appropriate 
items  to  the  Oversight  Committee  for  recommendation. 

The  two  proposed  management  seminars  are  outlined  on  the  pages 
that  follow. 


r 
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Name  of  Seminar: 
Seminar  Off erred: 
Seminar  Length: 
Location: 
Target  Group: 


Instructors : 


MANAGEMENT  SEMINAR  NO.  1 

Wyoming  Management  Concepts 

Once  a  year 

32  hours,  4  days 

Riverton,  Wyoming 

New  managers  and  certain  supervisors  appointed  in  or 

transferred  to  Wyoming 

Area  Managers 

District  Division  Chiefs 

District  Branch  Chiefs 

Associate  District  Managers 

District  Managers 

Deputy  State  Directors 

State  Office  Branch  Chiefs 

Associate  State  Director 

State  Director 

Selected  from  Wyoming  Management  Team  (outside 
instructors  can  be  invited  upon  approval  of 
Oversight  Committee)  some  of  which  would  be 
participants.   The  goal,  however,  is  to  eventually 
get  our  people  qualified  to  instruct  most,  if  not 
all,  subjects. 


Seminar  Content: 

Day  One 


Organization  relationships  and  concepts 

Washington  Office 

State  Office 

District  Office 

Resource  Areas 
Service  to  Public  and  Public  Land  Users 

Helping  people  in  the  office 

Handling  unauthorized  use  situations 

Consultation  and  Negotiations 

Agreements  and  Decisions 

Dealing  with  Angry  Public 
Crisis  Management 

Who  to  Inform 

How  to  Get  Help 

How  to  Use  Help 

Dealing  with  News  Media 

Post  Crisis  Analysis 
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Day  Two 

—  Conflict  Management 

Identification  of  Problem 
Is  Management  Involvement  Needed? 
Keeping  it  from  Becoming  Personal 
Individual  or  group  problem  solving 
Solutions  not  Blame 

Solution  implementation  and  follow-up 
Interdiciplinary  Team  Management 

Establish  objectives  and  goals 

Agree  upon  Process 

Conflict  Management 

Compromise  if  objectives  can  still  be  met 

Consensus 

—  Introduction  to  Group  Problem  Solving 

Organization  Dynamics 

Nominal  Group  Concepts 

Obtaining  Consensus 

Action  Assignments  and  Follow-up 

The  Players  (Who  is  Who  at  the  Zoo) 

Day  Three 

—  Supervision 

Assigning  Work  (individual  and  group  efforts) 
PIPR's 

Performance  Evaluation  (individual  and  group) 
Personnel  Conflict  Resolution 
Helping  Troubled  Employees 
Employee  Motivation 
EEO 

Upward  Mobility 
Restructuring  Vacant  Postions 
Student  Programs 

How  to  Deal  with  Complaint  Process  (case  study  and 
discussion) 
Day  Four 

—  Wyoming  Programming  System 

Setting  priorities  and  goals 

RMP  decisions  and  the  budget  process 

—  Remainder  of  Budget  Process 

AWP 

Mid  Year  Review 
Monitoring  Progress 
Getting  Help 
End-of-year  Analysis 

—  Workload  Analysis 

B/C  and  Least  Cost  Analysis 

Delegating  authority  and  avoiding  reverse  delegation 
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Name  of  Seminar: 
Seminar  Offerred: 
Seminar  Length: 
Location: 
Target  Group: 


Instructors : 


Seminar  Content: 

Day  One 


Day  Two 


MANAGEMENT  SEMINAR  NO.  2 

Wyoming  Management  Update 

Every  other  year 

16  hours,  2  days 

Riverton,  Wyoming 

Area  Managers 

Associate  District  Managers 

District  Managers 

Deputy  State  Directors 

Associate  State  Director 

State  Director 

Individuals  on  the  Management  Team  are  assigned 
subjects  to  prepare  and  present.   Outside 
instructors  may  be  called  upon  to  present  certain 
specialized  subjects. 


Group  Problem  Solving 

Identification  of  Concerns 

Alternative  Solutions 

Consensus 

Action  Item  and  Follow-up 

AWP  and  Bureau  Long  Range  Goals 
RtIP  Implementation 

Bureau  Long  Range  Goals  and  Organizational 
Outlook 

Budget  Problems 

Workload  Analysis  and  Appropriate  Division  of 
Statewide  Cost  Targets 
Opportunities  to  Adjust  Statewide  Priorities 

Crisis  management 
How  to  Avoid 
Whom  to  Inform 
How  to  Get  and  Use  Help 
Dealing  Effectively  with  the  News  Media 
Post  Crisis  Analysis 
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Position  Management  and  EEO  Opportunities 
Position  Management  Plan 
Position  Management  Opportunities 

Trades,  Elimination  of  Positions,  Changes 

in  Grade 


EEO 


Upward  Mobility 

Restructuring  Vacant  Positions 

Student  Programs 

How  to  Deal  with  Complain  Process  (Case  Study 

and  Discussion) 
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Appendix  F 
Sources  of  Newsletters  and  Reprints 
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Sources  of  Newsletters  and  Reprints 
Behavioral  Sciences  Newsletter;  Roy  W.  Walters  i  Associates 
Leadership  &  Organization  Development  Journal;  AMA 
Organizational  Dynamics;  AiMA 
Journal  of  Managerial  Psychology;  MCB  Academic  Press 

Harvard  Business  Review;  Harvard  University  Business  School 
(has  an  extensive  preprint  series  -  excellent) 

Training  &  Development  Journal;  ASTD 

Training  Magazine;  Training,  Inc. 

The  Bureaucrat;  Federal  Executive  Easel  tut,; 

Annual  Handbooks  (from  1975  to  preje-it);  Jnl. /ersi, :;.  v  Asso':l  ii.:e.s 

OD  Practitioner;  OD  Network 

Issues  &  Observations;  Center  For  iJteat  Ive  oea:lersaij 

Journal  of  Applied  Behavioral  Sciences;  NTL  bist[':ut~? 

Journal  of  Human  Resource  Mgt.;  Uni/ersity  of  Michigan 
Institute  for  Social  Research 

Journal  of  Organization  Behavior  a  imman  Decision  Pruces^eLs;  '-X'i   Academic  Press 
Academy  of  Management  Review;  Academy  of  M.-.na.g-.iDrt;it 
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October  1986 

WHAT'S  HOT?     WHAT'S  OLD? 


newsletter 


New  is  what  we  want  to  talk  about!  Being 
a  new  Fiscal  Year  there  is  a  new  group  in 
the  HRDC.   And  Here  They  Are! 


Lee  Lauritzen 
Fred  Weech 
Howard  Parman 
Brad  Talbot 
Ernie  Miller 
Mike  Stahl 
Jerry  Richeson 
Mile  Howell 
Cindy  McClintock 
Saundra  Alexander 


Management  Team  Rep. 

Alternate 

Union  Local  1911 

Alternate 

Union  Local  1379 

Alternate 

Diu.  of  Resources 

Alternate 

Div.  of  Admin. 

Alternate 


Aaron  Reeves 
Mike  Stahl 
Mike  Hallinan 
Dave  Mattson 
Pete  O'Toole 
Bill  Hatton 
Jim  Rubado 
Jack  Zwiesler 
Jeff  Gordon 
Gerald  Johnson 


Div,  of  Operations 

Alternate 

Mohawk  R . A . 

Alternate 

Dorena  R.  A. 

Alternate 

Lorane  R.A. 

Alternate 

Noti  R.A. 

Alternate 


We  are  looking  forward  to  an  exciting  year 
and  working  with  with  the  District  to  make 
it  a  better  place  to  be. 


MEL'S  CX>RNER 

■We  had  a  very  productive  year  in  the  Eugene 
District,  as  I  indicated  at  the  all 
employees  meeting  on  October  20.   Th^^nks. 

The  employees  who  attended  the 
facilitator/leadership  training  gave  us 
some  assurances  they  were  willing  to  help 
the  rest  of  us  in  several  ways  according  to 
their  skills  after  the  training. 

I  heard  them  say  they  believed  the  whole 
District  should  benefit  from  the  positive 
and  constructive  things  they  have  learned. 
I  hope  many  of  you  ask  them  for  more 
information  and  utilize  some  of  their 
skills.  I  believe  we,  as  a  mutual  support 
District,  can  do  an  outstanding  job  of 
public  service  again  next  year,  inspite  of 
reorganization,  poor  facilities  and  budget 
reductions. 


There  is  one  thing  that  still  disturbs  mo 
personally.  I  continue  to  .get  blue 
envelope  anonymous  letter  from  people  who 
are  apparently  not  practicing  mutual  trust 
as  I  continually  advocate..  The  most  recent 
ws  an  (employee?)  who  saw  fit  to  really  rip 
me  for  a  temporary  selection  from  outside 
the  District,  when  I  had  literally  spent 
hours  paving  the  way  for  a  clear 
opportunity  to  protect  District  employees 
for  permanent  positions  during  the 
reorganization.  There  are  two  things  about 
this  that  disturb  ,Tie,  first  the  lack  of 
guts  to  come  and  ask  me  what  is  happening 
and  second  the  lack  of  trust  after  what  I 
have  displayed  in  the  past.  About  one  more 
letter  like  the  most  recent  and  you  will 
lose  a  strong  Eugene  employee  advocate. 

Mel 


There  have  been  numerous  articles  which 

have  come  out  recently  concerning  various 

»  communication  skills.    "How  Good  Is  Your 

Judgement"  Today's  Supervisor  -  Sept.  1986 

-  is  an  article  which  points  out  that  our 

""   ideas   about  the  world  are  formed  either 

through     observation     or     inference. 

Observation   is   the   product   of   personal 

experience  (what  we  see,  hear,  feel,  smell 

and  taste).   Inference  is  how  we  interpret 

what  we  observe.   The  problem  arises  when 

we  mistake  inference  for  observation.   The 

article  goes  on  to  give  a  quiz  based  upon  a 

story . 


Another  article  in  the  same  issue  of 
Today's  Supervisor  deals  with  the  effect  of 
listening  to  employee's  complaints  and 
concerns.  The  article,  titled  "It  Pays  To 
Listen  To  Employee  Complaints"  encourages 
employees  to  tell  management  what  is  on 
their  minds  while  management  should  explain 
whenever  possible,  the  reasons  for  the 
treatment,  policies  or  whatever  may  be 
involved . 


A  third  article,  while  not  dealing  directly 
»with  communication  skills,  concerns  some 
questions  which  should  be  asked  prior  to 
calling  for  a  meeting.  This  article,  found 
in  October's  issue  of  Today's  Supervisor, 
asks  the  following  questions 
meetings; 


^.Doenai 


SHdES 
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concerning 


best   way   to 


held 


now  or 


Is   a   meeting   the 

accomplish  this  task? 

Should   the  meeting  be 

later? 

What   is   the   purpose   of  this   meeting? 

Who   should   attend? 

What  advance   notice   can   be  given? 

How  about  facilities? 


\1oral:  Truth  is  all  around  you;  what  matters  is  where  you 
put  your  focus. 

EMPLOYEE  PROFILE 
LONI  KI^DER 

le  likes  to  keep  a  low  profile,  but  we  all 
jnefit  from  Loni  Kinder' s'  positive 
;titude.  She  believes  "everyday  is  a 
'.ft",  loves  life,  and  thinks  you  "make 
)ur  own  luck". 

ini  was  born  and  raised  in  Reno,  Nevada, 
»s  a  degree  in  Interior  Design  from  Pikes 
-'ak  College,  and  a  Bachelor  Degree  in 
sychology  from  the  University  of 
ilorado.  Her  husband,  Scott,  works  for 
^S  while  her  daughter  is  a  senior  in  high 
hool , 

3ni  started  her  government  career  with  the 
elective  Service  because  she  "likes  to 
-aft  people".  She  has  managed  her  own 
^terior  design  business  for  three  years 
^d.  If  you  didn't  know,  Loni  was  a  model 
^r    SIX  years. 


It  seems  simple,  makes  common  sense,  hi 
try  putting  yourself  in  the  other  person' 
shoes  before  you  send  your  message. 

How  do  you  talk  to  others  and  how  does  yot 
message  really  come  across?  Here  are  sor 
helpful  hints. 

Keep  it  simple.  Use  the  most  direc 
language  you  know.  This  is  especiall 
important  in  written  communication. 

Impression  check.  By  asking  questions,  yo 
can  very  quickly  find  out  if  the  othe 
person  understands  your  message. 

Say  it  more  than  once,  especially  if  if 
wery  important  or  complicated. 

Have  they  heard  it  before?  Try  a  fresh 
new  or  different  approach.  It  may  be  th. 
same  old  message,  but  if  its  important,  tn 
different  ways  to  get  your  ideas  across. 

Close  the  feedback  loop.  Give  and  receive 
feedback.  Feedback  needs  to  be 
descriptive,  timely,  and  directed  at  the 
message.  Closing  the  feedback  loop  i<^ 
intertwined  with  the  above  hints  and  will 
help  insure  your  message  is  received 
understood  and  it  will  help  place  yourself 
in  the  other  person's  shoes. 


On  the  job,  Loni  likes  the  flexibility  she 
is  given,  our  working  environment,  and 
feels  very  good  about  facilitator  training 
and  the  Human  Resources  Development 
Committee.  Off  the  job,  she  is  involved  in 
church  activities,  plays  tennis,  tinkers 
with  computers  and  does  black  and  white 
sketches,   where  does  she  find  the  time? 

Loni  views  herself  as  caring,  sensitive  and 
trying   to   do   the   best   possible   job 
Because   she   is   always   willing  to   help 
others,  she  has  become  the  Eugene  District 
resident  Ann  Landers, 

Looking  ahead,  she  wants  to  pursue 
supervising  and  management  positions.  Her 
dream  is  to  become  a  career  counselor 
someday . 

The  Human  Resource  Development  Committee 
choose  Loni  for  our  first  "Employee 
Profile"  because  we  felt  she  exemplifies 
the  principles  of  organizational 
development  and  is  a  positive  influence  on 
our  district. 


Page  1  of  2 
Appendix  G 

Examples  and  Ideas  the  State  Director 
(or  Other  Managers)  May  Wish  to  Adopt 

1  Issue  a  policy  statement  to  all  managers  telling  them  the  State  Director 
places  high  importance  on  human  resources  management  and  considers  that  to  be 
at  least  of  equal  importance  to  any  other  aspect  of  their  job. 

2  Utilize  Management  by  Walking  Around  (MBWA).   The  purpose  of  MBWA  is  to- 
listen  to  employees  on  the  line  as  apposed  to  dependancy  on  chain  of 

command;  (2)  relay  to  employees  one-on-one  the  State  Director's  values  (this 
a\^^.    transmitted  among  employees  faster  than  using  the  chain  of  command)- 
and  (3)  demonstrate  to  employees  that  they  are  worthy  of  being  listened  to. 

3.  Prepare  a  people  philosophy  or  people  bill  of  rights.   Include  how 
employees  are  to  be  considered  within  Wyoming  BLM.   The  IBM  philosophy  is  an 
example  cited  by  Peters  and  Austin  in  A  Passion  for  Excellence: 

"(1)  all  people  are  good;  (2)  people,  workers,  mangement  and  the 
company  are  all  the  same  thing;  (3)  every  single  person  in  the 
company  must  understand  the  essence  of  the  business-  (4)  every 
employee  must  benefit  from  the  company's  success;  (5)  you  must 
create  an  environment  where  all  the  above  can  happen." 

4.  Develop  a  simple  basic  set  of  values,  including  human  resources  values 
and  then  make  sure  every  employee,  including  new  temporaries,  is  aware  of  ' 
those  basic  values.   This  would  create  belonging  and  ownership  in  Wyoming 
BLM.   It  would  help  to  assure  that  everyone  is  pulling  in  the  same  direction. 

5  Personally  meet  with  small  organizational  subunits  throughout  the  State 
This  has  advantages  over  meeting  with  an  entire  office  or  State  Office 
Division   It  provides  for  good  two-way  communications  and  demonstrates  a 
respect  for  women  and  men  in  the  "trenches."   This  is  because  presence  equates 
wi t (1  respect . 

6  Optimize  reward  and  recognition.   If  the  State  Director  personally  went  to 
the  Districts  to  hand  out  awards,  it  would  definitely  send  a  message  of 
appreciation.   Paul  Revere  Companies  started  a  PEET  program  which  mi=.ht 
benefit  BLM.   It  stands  for  a  "Program  for  Ensuring  that  Everybody's 
Thanked."   Some  managers  carry  a  bag  of  trinkets  to  pass  out  as  symbolic 
awards  or  thank  you's  for  good  work. 

7.   Do  not  depend  on  the  formal  hierarchy  for  communication.   It  cannot 
establish  a  personal  interest.   In  fact,  used  exclusively,  it  sends  the 
opposite  message.   It  is  recommended  that  the  State  Director  skip  down  several 
levels  on  a  regular  basis.   Supervisors  should  be  kept  informed,  of  course 


